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SOME TRENDS HUMAN RELATIONS TRAINING 


One emerging trend human relations training directed toward improvement the client system 
well development, “client” here referring industrial corporation, voluntary national 
(or local) organization, community, and even new nation. Training within various systems 
this issue NTL Staff associates. 


Training the Organization 


The rationale for training entire organization summed Robert Blake, Director the Human 
Relations Training Laboratory The niversity Texas, thus, “With the individuals who compose 
organization expose the same basic concepts, they are able shift their behavior together without run- 
ning into the resistances that confront the individual who returns from work with people who 
not experienced what has experienced.” 


This trend accentuates certain other aspects training—data collection and analysis trainees, func- 
tional work groups ather than strangers the training unit, iking sensitivity training integral part 
extended management development programs, utilizing trainers developed within the organization. Two 
developments that seem almost cessary conditions are the extension training over period months 
and the involvement top management. 

Jack Gibb, consultant training and research, associated with two industrial programs which 
executives off for six-month programs management development including sensitivity training. The 


effects training, notes, are enhanced the president the top executive group involved policy 
decisions. 


Chris the Yale University Department Industrial Administration and Richard Beckhard 
Richard Beckhard Associates both describe programs where efforts for organizational improvement include 
training laboratory (using “family groups”) for members the top echelon management, and Edgar 
Schein the School Management Massachusetts Institute Technology points out 
the MIT management program for Sloan Fellows uses laboratory training first step creating group 
which must work together. Kenneth Benne’s report collaboration between state agency and university 
also illustrates training aimed improving system well individual development. Finally Don Nylen, 
consultant the Ford Foundation, describes long range program cultural change with Nigerian 
Civil Service the client. 


“Family” Groups 


From training within organization developing “family” training groups logical development. 
Training groups people who must continue work together allows for immediacy translation which 
may counterbalance the loss freedom the “stranger” group where members can expose behavior secure 
the knowledge that they will not have live with any mistakes made. Both Gibb and Blake, who have 
worked with family groups industry for some time, believe that they are possible and profitable most 
ganizations. 


Bethel this summer some the laboratories experimented with stranger-family groups keeping 
teams intact the same training group. Thus the laboratory for college student leaders, the team from 
given campus worked together both T-Group and action the community leadership labora- 
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about two-thirds the delegates were regarded teams (by virtue common community shared 
responsibilities T-Groups were made teams insofar with interests (e.g. size 
type community; voluntary nature community role) also lection factor. Staff and 
delegates seemed approve this emphasis—provided teams were function: work units home. 


Ronald Lippitt, dean the college laboratories, reports that the staff with one exception and the dele- 
gates three one favored organizing around teams. The major advantage the opportunity work through 


interpe rsonal problems affecting work efficie ney and satisfaction team while having help also from non- 
team members. 


Experience with group Nigerians suggests that participation teams also facilitates train- 


ing across cultural lines, members have opportunity work between sessions with 
edgeable consultant, role filled here Don 


Data Planning and Collection Trainees 


Jack Gibb traces his present emphasis data collection work with industry earlier experimenta- 
tion the University Colorado. Here found possible have trainees plan the kind 
wanted, gather these data systematically throughout training, and analyze the data themselves. 


Blake suggests that “instrumented aining not only have training validity but have 
the advantage providing training large numbers without prohibitive costs. Universities, for example, 
probably could not provide trainers for several simultaneous training groups but could, 
enable one competent trainer handle number such groups. 


Bethel laboratories the trainer regarded important part the training group, but there 
considerable emphasis data collection and analysis the trainees. Scales were used this summer similar 
those Blake others have developed for the instrumented group. 


The following notes illustrate some the trends described here briefly. 


LABORATORY TRAINING FOR TOP MANAGEMENT 


Curis ARGYRIS 


The writer and Leland Bradford conducted last February seven-day laboratory for the president 
large industrial organization and ten his immediate subordinates. The was part larger 
action-research program and followed interviews regarding values and leadership with twenty top execu- 
tives and observations their decision-making small and large group meetings. 

This resulted diagnosis the “interpersonal competence” the executives social system. 
Utilizing rece loped model about administrative competence, feedback session was held 
nose the impact the present level interpersonal competence executive relationships, rational 
sion-making, and such organizational factors conformity, interdepartmental rivalries, and organizational 
rigidity. 

The all-day feedback session had the effect creating executives saw for the 
time that they were involved causing some the very human problems that they 
being important their organization. After highly involved discussion decided they would like 
begin correct the situation. 

this point laboratory was developed for the first ten executives, the remaining number act 
control group. Both control and experimental groups were evaluated (before and the 
terms such variables role perception and interpersonal perception. Roger Harrison Yale University 
conducted the evaluation, administering the same instruments group executives within the company 
who were not part the program. 

The laboratory began wtih heavy emphasis upon T-Groups (morning and evening). During the first 
afte half the executives held actual meeting that would have been held home, the remainder 
the group observing them terms roles taken, used, climate established, and effectiveness 
decision-making. During the next two afternoons, the total group was involved holding group meetings 
diagnose organizational problems, various members taking turns being the appointed 
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tion participating the task level, each member was asked observe one man (usually the other 
member his morning dyad) well evaluate the leadership and climate the meetings. Thus, 
the members began early laboratory concepts actual, live meetings. 
During the last three days, sessions planned action steps increase individual 
effectiveness, the problems solved having been dele voped previous diagnostic sessions. The group, 
interestingly, asked the trainers modify the last two the laboratory hold more T-Groups. They 
felt that they were receiving valuable feedback and, above all, establishing climate inter- -personal trust 
and openness that they felt would used with great advantage back home. analysis the recorded 
tapes shows that during the last two the T-Groups were intermixed with personal feedback 
well discussions organizational problems. For example, one man would hear about his impact upon 
the others. While was receiving feedback, was natural discuss his organizational role and other organi- 
zational factors which contributed the was having. Personal, inter-personal, and organizational 
factors were thus fused and discussed their “natural” functional relationships. This provided the men 
opportunity develop sense trust well feeling success dealing with organizational problems. 
The staff evaluate the experience highly productive integrated laboratory. Upon returning the 
company, the experimental group was observed see they carried their learnings back home with special 
attention see “infected” the control group. All the executives were interviewed several 


time determine their perceptions their growth. The data, which look promising, are presently being 


MIT LABORATORY FOR SLOAN FELLOWS 


EpGAR SCHEIN 


During the past two vears the Sloan Foundation program for middle level managers Mas- 
sachusetts Institute Technology has opened with one-week human relations laboratory. The purposes are 
aid the participants making the transition the academic climate, get acquainted with each other, 
lav the foundation for effective collaborative work classes, and initiate work the human behavior 
area. The June laboratory followed three-week lecture course personality theory and social psy- 
chology and ‘gular course organizational behavior the fall semester. 


The staff consider experience essential part learnings about human behavior organi- 
zations. the same time, since the Fellows have live and work together for vear small groups, 
considered essential that they equipped early manage this group formation and make good transi- 
tion the academic culture. 

The week emphasized small group and inter-personal phenomena and has been built 
around the T-Group basic learning group. The fact that the participants know they will have work 
together and, sense, compete with each other during the subseque vear has made personal exposure 
somewhat difficult but means impossible. The program viewed experimental terms placement 
the vear, length, and ‘design but longer experimental terms worth the Fellows both personal 
development and teaching some aspects human relations. 


TRAINING COMBINED WITH ACTION PLANNING 


BECKHARD 


There industry increasing trend toward the use sensitivity training coupled with aetion 
ning, data collection, and feedback means working toward organizational improvement well 
individual development. one application this trend, series three- meetings are held 
which working group (pre vice-presidents, and department heads unit head and supervisors 
reporting him) function both sensitivity training and action planning. 


Data are collected through interviews with each member the training group and then organized 
around group, member-group, and management problems utilizing such problems authority 


and control, role clarity, communication. Early the schedule the trainer feeds back the group the infor- 
mation categorized and suggests that represents relevant agenda for group work. Since most 
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the material deals with inter-personal and intra-group dilemmas, the group must begin look its own 
relationships and functioning. The trainer helps this occur. 

During three- four-day session, the group may meet eight times learning group, may have one 
case study exercise and two three seminars dealing with information directly relevant the current 
concerns the group. 

The group ins implementing whatever new communication patterns new approaches 
problems have emerged. The entire process repeated intervals six nine months. The groups tend 
meet between these sessions. 


APPLICATION LABORATORY METHODOLOGY TRAINING 


BECKHARD 


trend training and orientation missionaries for overseas work Protestant churches increas- 
ing emphasis the development personal insights and understanding one’s own functioning inter- 
situations, and decreasing emphasis intellectual content the training such area studies, 
some this being left for on-the- job training the foreign station. 

For six years the Board Missions and the reorganized Ecumenical Commission the Presbyterian 
Church has been engaged missionary orientation program human relations training and 
concepts. Last vear several other churches joined with the Presby terian Church and has been 
developed for the mission: candidates these denominations 

The orientation program has been divided into several phases: ecumenical training, study the 
area which the candidate will assigned, theological study, Bible study, analysis personal 
values, skills personal living and relating. 

recent the program design has built the laboratory concept. The first few days the six- 
month program are used develop some notions about learning such setting and about how use 
the entire six months laboratory for learning and for community living. 

Developing the learning community becomes experience developing new culture. Participants 
handle many the administrative and houseke well certain administrative 
gram responsibilities. Husbands and wives share the entire learning experience, which includes dealing 
multiple preassures family and study, sharing community facilities, undertaking community service 
responsibilities which compete with study time. 

addition being exposed variety theological scholars, some whom are controversial, the 
candidates are exposed several confrontations where they listen Moslem Marxist Buddhist 
extolling some other set values. There opportunity for challenging the these sessions, 
rather the participants have deal with their own feelings about the content the visitor’s remarks and their 
reactions him. 

About third the way through the training, participants engage four- five-day human rela- 
tions laboratory with heavy focus T-Groups. Information sessions include the nature assumptions 
and problems living with ‘different value systems well individual and small group theory. The train- 
ing groups may meet periodically through the remainder the program. Some years, short follow- -up sessions 
have been held. Periodic evaluation sessions provide other opportunities share feelings and solve commun- 
ity problems. 

Participants are encouraged apply process consciousness the functioning various units the pro- 
gram work groups—seminar planners, project teams, and on. the the program the laboratory 
nature the experience analyzed and, hopefully, worked transfe problem. 

Basically, this program shift from the assumption that overseas trainees need lot knowledge 
the area and culture which they are going and thorough technical grounding their mission with 
tively little orientation the mselves and personal functioning the assumption that the most impor- 
tant part the training over here the development personal functioning, that technical 
refinements should also stressed, but that function any new culture more 
important than knowledge about the particular culture. The basic assumption thé method 
must used achieve these objectives. 
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EXPERIMENT OUT-SERVICE TRAINING 


Kenneth Benne, Director the Boston University Human Relations Center, has sent evaluative re- 
port out-service training project for managers the Massachusetts Division Employment Security 
developed with the Center. 

The program sought locate difficulties within the role-functioning the office managers, design and 
conduct experimental program help overcome such difficulties, provide guidance for further training 
efforts, and strengthen Division training resources with less dependence outside resources the objective. 

Collaborative relationships were built through training representing agency and university, 
through interviews with agency staff, through “dry run” for headquarters staff, through using agency 
persons resources, through pre-involvement trainees, and liaison staff member from the agency. 


niversity purposes cognize both and were ide tr: aining opportunity for 
qualified students, learn more about proble inter-agency collaboration, and study problems 
training and change governmental agency. 


Developing university-agency staff had several implications for the university. seemed evident that 
building integrated st: unit essential for optimum change impact. This requires investment field 
work and meeting time. Status differences, which need recognized, are best handled minimizing 
them terms staff assignments. Motivations staff members learn need tapped getting opti- 
mum. involvement and creativity. Finally, working liaison staff member from the very useful 
tailoring experimental program for the agency. Tensions inherent the role need recognized. 


For agency people, the experiment demonstrated the importance furnishing working liaison mem- 
ber for the staff. Such person should receive preliminary training with the university people ‘with whom 
will work. Also demonstrated was the fact that people should encourage serve their own 
training and rese interests while safeguarding agency interests. Good “theorv geared agency needs may 
the most practical contribution. Also clear was the importance some direct experience all 
staff people with the working situation the trainees 


The training design involved two-week Osgood Hill, Boston University Conference Center, 
and three-day follow- -up conference five months later with T-G working together through the program. 


general, one effect the training was the trainees broader concept 
what factors are properly included the “alterable environment.” the end the workshop, trainees 
seemed less inclined distinguish between “human relations” training and the “real” problems the Divi- 


sion, more inclined view office and agency problems realistically, more aware opportunities for effecting 
change. 


STAFF DEVELOPMENT LOCAL VOLUNTEER AGENCY 


The staff development program the San Francisco YMCA (as described Barbara Bethel 
the 1960 Adult Education Association Conference) was initiated ten years ago when the set out “to 
modernize its program thoroughly had its re-education has been seen 
“the key total institutional change.” 


Emphasis has shifted from case studies, role-playing, and discussion human relations training. Since 
1958 fourteen staff members have attended NTL sponsored laboratories, and laboratory training has become 
important part in-service training, objective being laboratory experience for the total weekly 
T-Group, with William Schutz the University trainer, was the ajor training ele during 
the first year with monthly colloquia providing theory and information. Ronald Lippitt the Uni- 
Michigan has vear-long consultant. 1959 two eight-month series weekly T-Groups 
were held for executive and program staff branches and tropolitan staff. 


Miss Foster writes, “It was surprisingly like any T-Group. Problems inclusion, affection, authority, for 
example, were all present. Because all levels participated, probably more time was spent 
problems. The fact that all worked together during the week provided continuous fresh data. Perhaps 
was harder get warmed after lapse but the group progressed this became less pronounced.” 
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Evaluation brought out five dimensions increased effectiveness: understanding self, inter-personal 
relations, and group processes; personal growth; attitudes and behavior toward other communication 
(in branches and total association productivity task groups. 


STAFF DEVELOPMENT WESTERN AND EASTERN NIGERIA 


Don NYLEN 


Nigeria, Federation three regions whose total ition exceeds thirty-five million persons, became 
independent nation October 1960. Ina period less than decade colonial whose gov- 
ernment had been, except the ranks, almost completely manned expatriate officials the British 
colonial service had become self-governing society with national and three regional civil service systems 
each which the personnel was predominantly African. 


1958 the Ford Foundation sponsored study the recently organized Western Region Civil Service. 
One the recommendations Donald Kingsley, now the Foundation’s resident presentative Lagos, 
was the assignment consultant help the Service build tr: aining program emphasizing staff develop- 
ment and human relations. Adoption the report the government and appointment the Foundation 
consultant who arrived Ibadan, the Western Nigerian capital, July, 1959, followed. 


The Western Nigerian Civil Service organized after the British pattern. The Permanent Secretary the 
Treasury also the Head the Service. There Director Recruitment and Training and Training Offi- 
cer with subordinate staff. Both are members Standing Committee Training appointed the Head 
Service formulate policy recommendations. There also each the other ministries individual re- 
sponsible for training that ministry. His activities are directed toward training needs unique the ministry 
which are not included the orientation and training services given the Tre Such assignments 
varv, however, from full time, the case Public Works, title carried ady overworked 
official. 

The initial phase the project involved the consultant extensive self-orientation the society, the cul- 
tural traditions, the many problems rapidly developing Civil Service, and the individuals and groups whose 
thinking was relevant staff development and training. Among number possible long range goals, four 
objectives were identified for particular attention. Though inter-related and some degree dealt “with sim- 
ultaneously, these were perceived the consultant for reasons expectations and readiness wing pri- 
ority listed. 


develop program short term in-service training courses the Tre asury Training School designed 
meet specific needs and train African staff conduct these courses. (The this point 
provided only secretarial training such stenography and typewriting. 

further the completion projected addition the Treasury Training School and assist the 
acquisition and development training materials. 

stimulate staff development each the ministries and assist officers responsible for developing 
appropriate training activities. 

further the growth Public Service Forum for administrative, and all, officers the in- 
terests communication, staff growth, and morale. 

was recognized that variety considerations must taken into account building program 
staff development within the Service. very system every culture has unique characteristics and solutions 
problems must sought terms the particul: heritage. the core, however, the problems human 
beings and their organizations have universal aspects. The principles the helping process are consistent. 
Adoption training methods and the development training materials proved less difficult than 
anticipated. 

The acceptance proposals the Standing Committee Training and approval the Head the 
Service eventuated the appointment six-member Nigerian team staff four higher 
executive officer and two administrative rank. The five individuals became known igement train- 
ing team. Space and secretarial service were also made available. 


Staff training and curriculum development went hand hand during the next months. The analysis 


needs and the proposals made the Standing Committee Training were shared with the team 
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vided point departure. After period preliminary sensitivity training, the team proceeded job 
analysis and the eventual outlining courses and development materials. Insofar 
exercises were prepared for every area content. Evaluation procedures were built into staff meetings 
through daily periods devoted productivity and procedures. Introspection daily activities 
thus helped make more conscious certain fundamental aspects the training methodology. 


each course was developed was conducted with group officers and the entire team took part 
leading sessions participating trainees. Trainee evaluation the closing session course was 
followed staff evaluation and revision materials. this respect delays comple tion facilities which 
limited the giving courses one any time, proved boon for the program design calling eventually for 
five persons conducting three courses 


Four intensive twelve-day courses, each coordinated different member the team, were developed 
the manner indicated. Three, government organization and administrative work, office and human 
relations, are considered basic and may given sequence new officers alre ady duty, 
however, the proble absence from the office for extended period dictated two-week units. The diffi- 
culty material and the comple xity the exercises graded for officers different educational backgrounds 
and rank though the areas content are comparable. fourth course, self accounting, was developed for 
officers serving the Accounting Division. addition, several one- and two-day programs were developed 
for induction purposes and the training messengers and telephone operators. 

All courses follow somewhat standard schedule: thirty minutes for evaluation and feedback; one-hour 
lecture; one-hour exercise practice lesson; one hour human relations census, exercise, role- 
one-hour exercise practice lesson; final thirty minutes meeting triads evaluate the day’s 
work. 

All courses contain least one hour human relations work the human relations course, 
two-hour block time devoted modified type sensitivity training group whenever possible and the 
remainder the schedule, other than the lectures, consists structured exercises (often with role- 
human relations study. 

the sixth month the project, interest the part the Head the Service improving communica- 
tion led the introduction monthly meeting for all administrative officers known the Public Service 
Forum. Following series exploratory meetings, committee was organized which planned first meet- 
ing, and, after, the basis problem census, designed and conducted series forums. Effort was 
made demonstrate varie large group meeting technique 

the end twelve-month period some progress had been made meetings with the officers the 
different ministries assigned training responsibilities. However, changes personnel the final stages 
Nigerianization made sustained development difficult. 

The building Training School addition house the Management Training Team was now well 
under way. library materials had been assembled through government purchase and assistance from 
the Ford Foundation. Materials for each the courses had been mimeographed and collection human 
relations materials, eventually assembled West African Training Manual, had been prepared. 


second consultant, Robert Mitchell, joined the first during the last three months the year and 
remained complete the eighteen months consultation service. The first consultant moved the end 
the vear Enugu, headquarters the Eastern Nigerian Civil Service, begin developing somewhat 
comparable type program there. project was, again, the result pilot study and action the 
government. 


Growing interest training led four-day training workshop with high level staff members the 
Nigerian Broadcasting orporation Lagos, the January, 1961. was followed full- 
scale residential laboratory the last week January the new Federal Place Hotel Lagos. Eleven 
top level government officials drawn from the three regions and the national government and ten manage- 
ment officials from industry participated. This project, sponsored national level committee and 
planned steering committee composed largely trainers has provided significant reinforcement the 
training projects the Civil Service Systems. 

Three members the Western Nigerian Training Team, Mrs. Alakiga, the Training Officer, Chris 
Maidoh, and Ade Mosuro, participated the 1960 summer sessions NTL Bethel, Maine, under joint 
sponsorship the ICA and the Ford Foundation. The two remaining Western Nigerian team members, 
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Adewole Aboderin and Gabriel Odunlami, and three 
members the developing Eastern Nigerian team, 
Etim Udoh, Ekanen, and Effiong Okon, were 
the Bethel sessions and the Intermountain Labora- 
tory Cedar City, Utah. Thus, growing 
Nigerian trainers being develope forward 
the time when African teams staff their own labora- 
tories. 


Continuing support being given the Western 
Nigerian project through the occasional visits 
consultant, service which will also given 
Eastern Nigerian project its completion. the 
the Ford Foundation staff management 
and human relations services are being expanded 
West Africa with new projects under study and 
growing consultant staff. Human relations labora- 
tories for top level government and industry officials 
are being planned for late 1961, one held 
Accra, the capital Ghana, and the other held 
Lagos, Nigeria. 


RECENT AND PERTINENT 


GROUP DYNAMICS—KEY DECISION-MAK- 
ING, Robert Blake and Jane Mouton. Houston: 
Gulf Publishing 1961. $3.50. 


This book concerned with theories manage- 
ment and with how management makes decisions 
and puts them into operation. discusses such 
points feedback reflects human behavior, the 
organization management development labora- 
tory, assessing the behavior others, and power. 


LOOKING INTO LEADERSHIP SERIES, Edited 
Warren Schmidt for Leadership Resources Inc., 
Washington, Each copy—$1.50; any copies, 
$5.00. 


Leadership Resources Inc. has released 
seven projected series monographs (over 
the next two concerned with such problems 
leadership, authority, group effectiveness, self-devel- 
opment, change, iking, communication, 
motivation, creativity, consultation. Authors for the 
first seven include Warren Schmidt, David Brown, 
Gordon Lippitt, Edith Whitfield, Malcolm Knowles, 
Thomas Bennett, and Leslie This. 


LABORATORY REPORTS FROM BETHEL, 1961, 
National Training Laboratories, Each report—$3; 
Any 

The “textbooks” for NTL laboratories are created 
the course each presented, 
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descriptions skill exercises and participative cases, 
and analysis the laboratory design and_ its 
rationale are bound service those with special 
interests training materials. The following are 
now available from NTL: 


LABORATORIES FOR COLLEGE LEADERS 
(For Student Leaders and for Teaching Faculty 
and Student Personnel Workers 


SECOND ANNUAL COMMUNITY LEADER- 
SHIP TRAINING LABORATORY 


LABORATORY FOR SCHOOL EXECUTIVES 
Combined with LABORATORY FOR CLASS- 
ROOM TEACHERS 


ANNUAL HUMAN RELATIONS LABO- 
RATORY: Sessions and Il. Combined with 
ADVANCED HUMAN RELATIONS LABORA- 
TORY 


“TRAINING NEWS” STAFF 


Editor: Dorothy Mial 
Production: Aieleen Waldie 


Annual Subscription: $2.00 for four issues 


HUMAN RELATIONS 


NTL Washington, 

PERMIT NO. 5914 
1201 Sixteenth St., N.W. 


Non-Profit Org. 


Washington 


POSTMASTER—If addressee has removed and new address known, 
notify sender FORM 3547, postage for which guaranteed. 


a, 
| 


